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ABSTRACT

The substance of this speech rests on the argument
that, if educational change is to be accomplished, the place to begin
is not with organizational change but rather with instructional
change -- particularly in the area of individualized instruction. The
author argues that, to make iundividualized instruction work,
curriculum must be reorganized and materials repackaged to provide
teachers with the management tools necessary for success. Specific
aspects of instructional change recommended and discussed are @)
detailed specification of educational objectives, (2) organization of
methods and materials to attain those objectives (including a variety
of paths for attaining a mastery of any given subject), (3)
establishment of a procedure for diagnosis of student achievement in
terms of educational objectives, (4) scheduling of individual daily
evaluation and guidance of each pupil, (5) frequent monitoring of
student performance to inform both the pupil and the teacher of
progress toward an objective, and (6) continuous evaluation to
strengthen both the curriculum and the instructional procedures.
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ORGANIZATIONAL AND TECHNICAL ASPECTS
OF EDUCATIONAL CHANGE*
by
Dr. Robert G. Scanlon, Executive Director,
Research ror Better Schools, Inc.
Philadelphia, Pennsylvania

I am impressed — Fridav evening and yet people come out to this kind
of thing. I really think it is great. I'm pleased to be here especially be-
cause ‘I see some old friends.

Regearch For Better Schools is an interesting organization. It has empha-
sized research and development over the last several years. But I must admit,
when you finish a conference as you have, and you have a chance to partake in
such good food, you must feel as I did when a friend of mine told me he was
visiting his local psychiatrist for treatment of an iqferiority complex. After
two visits, the psychiatrist advised him not to come back anymore. The fellow
said, "Why shouldn't I come back?" The doctor said, "I've determined that you're
truly inferior." &and I feel that way after I've gone through some of this.

Research For Better $chools has grown from a very small organization in
1966 dedicated initially to the question of dissemination and diffusion. But it
has over the years created rather significant research components looking at the
problems of typical curriculum development as it relates to individualization;
and so we have on-going efforts in math, science, reading, and social sciences.
We have an interesting component you haven't heard much about yet that deals with
the problem of an atypical curriculum. We have been building procrams that teach

youngsters how to handle their own feelings, values, and attitudes. It is called

our Humanizing Learning Program. We are in the throes of minimal testing. And

*Banquet address presented at the 12th Annual Curriculum Conference on
"Educational Change Through Organizational and Technological Development"
sponsored by the Educational Development Center at Kutztown State College on
the 14th of April, 1972.
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then there is a third type of program that is dedicated to the question of ad-
ministration — "Administering for Change" as we call it. All »f our experiences
have indicated that the number one problem that we face in introduction of inno-
vation in schocls is not the retraining of teachers, as a lot of people would
like to believe, but rather t'e retraining of-administrators. That is the place
we ﬁave to begin. We have a total program —— about a fifth of our corporation ——
dedicated to that problem, and when I mention it at group meetings like this I
usually have either smiles from the teachers or sneers from the principals. .t
is not meant to be deroyatory, it just happens to be a fact.

We also have an interesting program that we started within the last year
that is concerned with ﬁrovidinb new options for secondary education and have
created a private school called "The Academy for Career Education" where we are
working in an experimental mode with 100 eleventh graders who are involved in
educational clusters with emplovers. The school is a 12 month school, and if
the youngster is interested in exploring the question of communication or the
career of communication, we provide three months of experience in television or
a television studio, three months with a newspaper, and three months with an ad-
vertising agency. We have about eight clusters. It is a promising kind of notion.
For this reason, the topic that you've chosen for your conference, "Educational
Change Through Organization", is really close to my heart.

We hear in our terminology a lot of things about systems. I turned on tne
television the other night and a fellow was trying to sell me a razor blade and
a razor, but I noticed it was called the Wilkinson Shavec System. Then I turned
to another station and somecone was trying to sell me an airplane ride and it be-

came the Allegheny Air System. So this is the kind of terminolosy that. we have to

look at, and it has crep' not only into our commercial way of dealing with things, .
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but also with school actions as well. We hear a lot about PBBS and that kind
of systematic change in schools.

When we look at educational change through orgarization, we should remem-
ber that much has happened to schools. There has been a major shift in school
organizations and we hear a lot about nongradedress, team teaching, multi-grade,
multi-age, middle schools, open classrooms, and differentiated staffing. It seems
to us, however, that the place to begin is not the organization of the school to
achieve changz; we ought to begin with instruction for students. After all, that
is why schools exist. If the grovth of our schools includes not only cognitive
skill development but also the fostering of independence, self-evaluation, self-
initiation, and the facts of how to learn, then it secms to me that instruction
is in the proper .place. Once you have decided what you are going to teach and how
you're going to teach it and for what reasons, then you can talk about organizing
the school.

From instruction, change in organization will follow. From change in organi-
zatién, change in instruction does not necessarily follow. Let us explore this
change in instruction for the next several minutes and let me suggest some notions
that might be helpful to you.

I think we all will admit that individualizing instruction is the theme that
stands out above all others. Reformers are challenging schools to individualize
with all students at all levels of development. Now, individualization is not a
new idea. Good teachers have always sought to make a di fference among students
through sub-grouping, individual assignments, and tutoring. However, individualized
instruction has most often been offered to students who stand out from the rest
of the main body. Therefore, we have special education, remedial instruction, en-

richment activities, advanced placement, and honors programs. The great middle
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group of students usually are denied any sort of individual actention. There
is a ground swell effort to do away with the lock-step of grade level instruc-
tion in which all students of a given age are assigned to the same grade and
required to study the same curriculum in the same way and at the same rate.
Homogeneous grouping is now threatened with liguidation, having been found
guilty of segregating children along caste and class lines, thus stigmatizing
and discouraging children assigned to the low group. Independent study or
teacher tutoring is not the essence of individualization, however, and we must
remember that individualization is not synonomous with isolation. Individualized
instruction occurs to the degree to which for ecach student we tailor-make pro-
grams of study to suit his learning needs and his characteristics as a learner.
Training however, must begin with the individual, not the group. Introducing a
high degree of individualization cannot be done quickly or by teachers working
alone. It requires systematic development in curriculum, tests, materials,
school organization, teaching methods, and staff education. Teachers are con-
fronted with the problem of how to teach 30 or more children, each of them com-
ing into the classroom with different experiences, abilities, and needs — each
with a unique set of characteristics as well as a unique rate and style of learn-
ing. Some of the consequences of our efforts to meet that kind of challenge in-
clude the slow learner unable to cope with the classroom pace, Lhen beginning a
lifetime of patterns of failure by dropping out; gifted Students, frustrated by
being held back, and disillusioned by teachers in many cases less knowledgeable
than themselves, often dropping out to find a challenge; and minority groups
finding that schools are addressing themselves to middle class values then feel-
ing alienated from the world of education.

Now there has been much debate and little agrecment &és to the best kind of

structure for teaching and learuing. Old ideas have continually appeared and
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reappeared on the educational scene. A genuinely novel approach has occasionally
made its appearance, but no one kind of classroom organization has ever found
universal acceptance. Some recent developments, however, have produced a new
interest in individualizing instruction, particularly in relation to making the
teacher's role more effective. These developments include an awareness of and
a need to specify educational objectives in relation to learning tasks, refine-
ment of testing techniques to measure specific goals, and differentiation of
classroom responsibilities to provide more opportunities for teacher use of feed-
back data;and diaghosis of student needs.

The assertion that great differen-es exist among individual students is uni-
versally accepted. Teachers have attempted to provide for these differences usually
by trying to handle the extremes of the cases. Such a procedure, it seems to us,
is a contradictory way of approaching individualization. The teacher sometimes,
however, is forced to limit the individualization of a few students who can be
handled through tutoring and small group activities.

How can a teacher effectively meet 1ndividual student needs in a system de-
signed for and geared to group instruction? Well, there are many considerations
that one can think of in changes for a curriculum. To make individualized instrucf
tion work, first of all curriculum must be reorgani.zed and materials repackaged to
provide teachers with the management tools necessary for success. The development
of curriculum for individualized instruction should include and consider the follow-
ir.g aspects of instruction a- they relate to the individual: detailed specifica-
tion of educational objectives, organizaticn of the methods and materials to attain
these objectives including a variety of paths for attaining a mastery of any given
subject, a procedure for diragnosis of student achievement in terms of educational
objectives, individual daily cvaluation and guidance of each pupil, provision for
frequent monitoring of student rerformance in order to inform both the pupi.l and

the teacher of progress toward an objective, and finalily continuous evaluation to
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strengthen the curriculum and instructional procedures.

Let us tuke a look at each of these for a moment or two and see it we can
elaborate to give you some suggestions and some help. Structuring the curriculum
in temms of levels of difficulty and content areas can provide a basis fo; ex-
pressing students' needs in terms of subjects. Subject areas, as we know, can
be divided into several content fields - mathematics can be divided into things
such as multipiication and division or additior and subtraction, and we can even
leok at the processes of visual discrimination or vocabulary gevelopment.

With each subdivision we also can specify the objectiVesAthat we expect
youngsters to master over time. When individualization is based on a carefully
Sequenced set of educational objectives, thesc objrctives then can be used in
planning all other aspects of instruction - lesson materials, teaching methods,
instructional settings and diagnostic tests. Then the management and monitoring
Systems can be geared to these objectives. For individuvalization to be effective,
it does require materials that teach the objectives in each of the curriculum
sequences. Therefore, we need to attempt to correlate all of our teaching materials
to each of the objectives and use them in a way that hopefully can be self-instruc-
tional so that some youngsters can do some things on their own while the teacher
is free to provide time for other kinds of activities.

A basic aspect of individualized instruction is the provision for diagnosis
of pupil skills and abilities. Diagnosis made of the initial state of the learner
entering the instructional situation in terms of previously acquired skills sets
the stage for learning expcriences. Criterion referenced tests, which do not exist
yet on a general market, could be bujlt internally within a school to help a teacher
assess the mastery level or the entry level of a youngster in au individualized
Situation.

One of the biygest problems that teachers face in *rving to prepare their
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classes for individualization is the ability to provide daily guidance and evalu-
ation for each pupil. Most teachers find it very difficult to build one lesson
FPlan for the whole group once a week. When you move into individualization, you
have to find management systems that permit you to build one lesson plan every
day for every youngster for every subject that you teach. It can be done.

Monitoring of student performance is another aspect you reed to consider.
Charting the progress of each student as he moves through the curriculum, and mak-
ing these reports available to teacher and student is an essential aspect of indi-
vidualization. This irformation is alsc necessary for classroom management, In
most of the history of individualization, you will find that where it has failed,
it has failed because of administrative techniques and the inability of the school
system to provide support services for the teacher for the management needed. This
is particularly true for feedback information. There is no doubt in my mind that
if we are going to provide for the individual differences that exist in individual-
ized instruction, it is going to have to be done in ratios other than 1 to 30 -
that is one teacher for every 30 kids. We have got to look at the problem of adult-
student ratio in a lot less than 1 to 30. All of the data from the Follow Through
schools indicated that for kindergarten, first, and second grades to achieve signi-
ficant grow*h in reacing and mathematics, the ratios have to be 1 to 6 or 1 to 8.
That does not mean one teacher for every six kids or every eight youngsters; it
means one adult for every six or eight. We must develop new kinds of staffing pat-
terns as we look at the problem of remaking cuxriculum.

Let us take a minute and look at the technical development that we know are
taking place in schools. Cne of the components at the RBS Laboratory is a program
called Computer Applications where we have built a math program that we have been

using in the city of Pniladelph-a from a computer ;oint of view. We have read and
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heard a lot about the use of computers in schools. Such acronyms as CAI - Computer
Assisted Instruction, CMI - Computer Managéd Ir“trucéion, and CAT - Computer Assisted
Testing, are with us. Furthexrmore, we've lived through the talking typewriter, edu-

cational television, and the %seJog the teaching machine. It seems to me that chdnges
in schools are going to be evolu:i;nary and no technical development is going to
create the long-expected revoluticn.

Let us look at the facts as tiiey are related to current technological develop-
ment. Technology per se is in competition with the teacher and it has not won yet.

I wonder how many of us remember when the radio was invented and heralded as a
teacher replacement. The majority of our educational institutions have been designed
to maintain the status quo, and no real method of introducing technological develop-
ment exists within those institutions. Frankly, technology also has promised more
than it has ever delivered. The fundamental reason for that is we have never been
really willing to pay the price for research and development to accomodate these
technical changes. However, tochnological changes du r t necessarily mean hardware
introduction into schools. We can introduce new technology in curriculun designs,

in the training of teachers, in student motivation, and certainly in being more
systematic in our schiool operations. Recent scholarly findings imply that the in-
formation-technological=-social change cy~zle has increased in intensity to the point
where every five years may be con_idered a generation gap.

For those involved in educational research and developmeat, the future is the
present. The problems of accomodating present needs and providing for future changes
while retaining continuity of effort poses very complex problems. In 1964, an out-
standing group of educators attempted to predict the major emphasis for education,
In 1971, one of the members of this group assessed the results of some of these
efforts. To compare this is intaresting. It suggests that in research and development

"

in the 1960's there had been some problems of unanticipated complexity that we have
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not solved. For example, the strength of the bureaucracy in education was unanti-
cipated in research and development; the issues of curriculum or new materials
adoption and distribution was unanticipated; the training of teachers to use this
curriculum, and the training of supervisors and administrators were also uvnantici-
pated, complex problems.

Furthermore, it seems to us that we worked under some false assumptions in’
the past. One of ttr2 assumptions that we made was that the discovery of the struc-
ture of knowledge wouid have great impact on the change in schools and that just
has not happened. Another assumption that we made was the idea that learning was
what students really .anted to do, and that expertise was desired in some subject
matters. Motivation, for example, was taken for granted. Now it is a whole ne¢w
bail game.

‘ There are a lot of future problems that we face, and 1 am sure research and
development, which is rather new in the educational division, will lead the way.

I do not want to seem pessimistic about what we have heen doing because I think
there is a bright future for changes in schools, changes being introduced by
properly changing the principals and by introducing some new changes for teachers.

But let me close, f I may, by sharing with you a favorite poem of mine whicﬁ
suggests some of the things we nes@ to consider as Wwe go back to our schools and
our classrooms. It may be familiar to you, but let me recite it anyway. It goes:

‘ If you can't be a pine on the top of a hill
Be a scrub in the valley - but be.
Be the best little scrub by the side of the rill;
Be a bush if you can't be a tree.
If you can't be a bush then be a blade of grass
And some highway happier make.
If you can't be a muskie, then just be a bass;
But be the liseliest bass in the lake.
We can't all be captains, we've got to be crew,
There's something for all of us here.

Th:re's big work and hard work that we must do
Which will give us both jov and cheer.
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If you can't be a highway, then be a trail.

If you can't be the sun, be a star.

It isn't by boasting and wishing that you win or fail,
It's by being the best of whatever you are.
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